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MEMORANDUM TO: ZafarKtan 

Telecommunications Specialist 
Radio Communications Branch 

FROM: - Telecommunications Manager 
Radio Communications Branch 



SUBJECT: Proposed Removal Based on Unsatisfactory Performance 

This is notice fliat I propose to remove you fi-om your position of Telecommunications 
Specialist, PD-391, Pay Band 2, in tiie Radio Communications Branch, Technical 
Services Division, Office of Science and Technology, Bureau of Alcohol, Tobacco, 
Firearms and Explosives, and separate you from the Federal service, no earlier flian ttiirty 
(30) calendar days &om the date you receive this notice. This action is proposed m 
accordance witii Chapter 43 of tiie United States Code, Part 432 of Title 5 of flie Code of 
Federal Regulations. The reason for tiiis proposed action is based upon your continued 
unsatisfactory performance in four of five of your critical elements, as descnbed below. 



rnmrAr, Element 1: Technical Expertise. Rating - Unsatisfactory 

■Critical E[,ement2: Teadershio. Rating - Unsatisfactory 

Critical Element 3: Conduct and Cooperation. Rating - Unsatisfactory 

rprTTrAr.T.r.F.MENTS: Oral and Written Communications. 
Rating - Unsatisfactory 

By memorandum dated June 20, 2003, 1 mformed you that your performance in four of 
your five critical elements was below expectations and flierefore unsatisfactory. I 
provided you witii a formal 90-day opportunity period - perf-ormance improvement plan 
(PIP) - to raise your performance above the below expectations level of your cnttcal 
elements. 

Background 

Prior to your receiving the PIP, I had counseled you about your performance on several 
occasions. Specifically, on January 7, 2003, Telecommunications Manager James Bowks 
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and I counseled you conceming failure to complete your assignments. These 
performance issues had been a problem since October 2002. FoUowing that counselmg 
session I repeatedly asked you for information about the projects and outlmed specific 
information I required ftom you. Eventually, you completed the projects that were less 
technical, but you failed to complete the assignments fliat required greater technical skill. 

On March 31 2003 1 again counseled you about your performance and gave you wntten 
comments for your mid-year review. In your mid-year, I explained to you that you were 
below expectations in four of the five elements. I attempted to help you improve your 
skills, but you stiU failed to complete the more challenging and technical assignments. 

On June 20 2003, 1 gave you the PIP, at which time you stated that you were fiiUy 
capable ofperfoniring all ofthe assignments and that you were confident in your 
knowledge of the equipment and procedures. I asked you to familiarize yourself with the 
PIP and to "ive me a detailed plan for completion of the tasks. The plan you provided 
was neither°detailed nor technical. Instead, you simply Usted the various eqmpment 
identified in the PIP without any explanation of how or when you would complete the 
assignment nor did you mention any of the written and/or verbal assignments itohfied 
in the PIP required of you. During our weekly meetings, you msisted you could do the 
work and remained confident even after I pointed out several errors you had made durmg 
your demonstrations of preventative maintenance. 

After observin" your performanceilTarticularly in the past four monthM SSdlhitToTi do 
not possess the necessary skills and abilities to perform as a Telecommumcations 
SpeciaUst within the Radio Communications Branch (RCB). You have received 
extensive ttaining on the equipment, poUcies and procedures necessary to pertoim the 
duties of a radio communications technician. You have worked side by side with semor 
Telecommunications Specialists, in an on-the-job training (OJT) capacity, m the field and 
at the RCB in headquarters to learn infonnation that would enable you to perform your 
duties more efficiently. In addition to OJT, you have received extensive, formal, 
technical training sinc_e you joined die RCB. The training courses you have completed 
are listed below: ^ 

- Motorola Astro Digital System, 8-10-1998 

- ATF Instructor Course, 2-23-1999 

- Motorola Astro Mobile / Portable, 4-26-1999 

- Communications Concepts, 6-14-1999 

- Orti-onic's CAT-5 Installer Training, 8-31-1999 

- NTIA Frequency Management, 9-20-1999 

- Motorola Quantar Repeater, 6-4-2002 

- Project Management, 3-13-2002 
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- RGB In-House Training for New Hires which covers all radio equipments, test 
equipments, poUcies and procedures applicable to ATF radio systems (l" time 
1999 and 2°'' time 2001) 

Despite all of the technical training you have received, you have been unable to 
successfully complete the most basic assignments of your position. 

You do not have an m depth understanding of how to trouhleshoot, repair and maintain 
the radio equipment used by ATF and you are unable to meet the operational needs of the 
agents with whom you work. 

You have had more than 90-days to improve your performance, yet you never 
successfully raised your performance above the below expectations level in four of your 
critical elements. Accordingly, at this time, I am proposing to remove you from your 
position. The specifications for my proposal are detailed below. 

Critical Element 1 : Technical Expertise 

The below expectations standard for this critical element states; 

• Displays a lack of proficiency in technical areas. Requires an inordmate amount of 

' supervisory intervention to complete cov erage surveys, compatibility studies, system 
design, installations, repairs and evaluations. 

• Fails to complete preventive maintenance as required or corrective maintenance m a 
timely maimer. 

• Fails to grasp communications strategies and requirements m order to establish 
tactical communications, jeopardizing the effectiveness of missions, or riskmg the 
endangerment of personnel. 

Your performance in this critical element did not improve above the below expectations 
level and remams unsatisfactory. 

This critical element measures your technical competence and ability to provide effective 
radio communications support using the approved ATF methods and procedures. In 
order for you to successfully raise your performance in this element during the 
opportunity period, you were required to complete the following: 

1 , Demonstrate your ability to perform technical alignments and measurements on 
Quantar repeaters. Astro mobile radios. Motorola consolettes, and tiie XTS-3000 
portable radio. Using the preventative maintenance sheet, you are to demonstrate 
your ability to perform preventative maintenance on these same sets of equipment. 
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2 Without the use of written procedures, instruct another telecommunications 

specialists how to configure and use the Motorola 2670 service monitor to perform 
alignments and measurements on a Quantar repeater. 

3 . Without technical assistance, develop a standard, four zone, ATP code-plug for an 
XTS-3000 portable radio, incorporating the newly assigned ATF repeater channel, 
simplex channel and technical investigative channels into the program. Write the 
program without using a previously written code-plug as a starting pomt. This task 
should be completed within one week from start to finish Demonstrate the accuracy 
of the program by (1) successfiilly Over-the-Air-Re-key (OTAR) the radio (2) 
performing radio voice checks on the new repeater channel through a Quantar 
repeater that has been programmed by you and (3) having a senior specialist verify 
the accuracy of the program. 

4 Troubleshoot and isolate a malfunction with a Quantar repeater by using systematic 
and logical troubleshooting procedures derived &om the Motorola traimng class 
attended by you in Schaumburg, IL in June 2002. 

5. Meet with me on a weekly basis to discuss your performance for the week and your 
progress toward successfully completing the objectives of this plan. 

Training that you received and completed that was applicable to the requirements for 
" ToWiSon of the tasks m this cntical element included Motorola Astro Uobtk/Portabk, 
RCB In-House Training (received training twice), Motorola Astro Digital System, and 
Motorola Quantar Repeater 

You demonstrated a general knowledge of the equipment and you were able to set up flie 
test bench to perform the preventative maintenance (PM). You followed written step-by- 
step procedures while performing the test. Although you demonstrated your ability to 
measure many of the required technical specifications of the equipment, you were unable 
to articulate what the measurement meant and what affect it had on the radio being tested. 

You experienced difficulty measuring the receiver sensitivity of the radios and you 
measured secure deviation with the radio (XTS-3000) in a clear mode of operation and 
vrithout encryption key loaded into the unit. When questioned about ttie sensitivity 
measurement, you could not explain why the test was done and then finally said we do bit 
error testing (BER) but you could not perform one. When asked to produce PM sheets 
for your equipment in Baltimore, you were unable to locate them. 

Your PM of the Astro mobile radio produced the same results as the XrS-3000 portable 
radio Again you did not perform the receiver sensitivity tests using the audio mteriace 
box as you had eariier stated was the correct procedure for this test. When asked about 
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some of the operating parameters of the radio such as, the hang time for talkbaclc scans 
and coded/clear indicators on the radio, you were unable to answer them. You were 
asked to research the answer to these questions and brief me, but you never followed up 
with me to give me the answers. 

During testing of the Quantar repeater, you were able to successfully complete the 
transmit portion of the repeater; however, you were transmitting approximately 140 watts 
of power into the Motorola service monitor and you were unaware of its 125 watt mput 
lunitation After I pointed this out to you, you still ignored the fact and transmitted agam 
at 140 watts Your actions could have damaged this $20,000 piece of test equipment. 
Again, you experienced problems with the receiver and specifically wili understanding 
the relationship between PL codes, squelch levels and deviation settings. 

The equipment identified m this assignment is used to provide secure radio 
communications support for ATF agents while they are domg mvestigations, serving 
warrants making arrests, conducting surveillance operations, and performing other 
potentially life threatening assignments in the course of their duties. If the radio 
equipment is not performing properiy because of an improperly programmed or aligned 
radio system or subscriber unit, such deficiencies could jeopardize an enforcement 
operation or put an agent's life in danger if the agent is unable to commumcate on the 
radio. 

It is the responsibility of the radio specialist to ensure that equipment is properiy aligned 
and optimized for peak performance and to ensure the encryption methods employed are 
properly utilized within the radios for rehable and secure radio commumcations for the 

agents. f 

You did successfliUy demonstrate your knowledge of the 2670 service monitor and you 
were able to navigate through the various menus easily. However, I observed you 
transmitting into the service monitor with 143 watts of power and when I asked you 
about that you were not aware of the input limitations on the equipment, nor did you 
know what possible dSmage might be caused by not observmg the lunitations. I then 
advised you of the proper input limitations and told you to complete the transmission. 
You should have known that it is possible for the service momtor to give erroneous 
readings when the power Imiit is exceeded and thus led the technician to misalign flie 
radio mder test or maintenance. Additionally, by using the service momtor as the load m 
place of a proper "dummy load", as you did, the momtor wiU produce false results or 
possibly interfere with die audio tests. You acmally experienced tills problem but you 
were unable to ti-oubleshoot and properly identify the problem. 
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Improper use of test equipment could ultimately lead to radio equipment being placed in 
service that is not properly aligned and that could malfimction and/or cause unreliable 
communications support for agents. 

The code-plug was successfiiUy completed within the aUotted timeframe and I was able 
to complete a voice check via a repeater. However, I required you to program and then 
OTAR the radio; this was not accomphshed and although the radio could be loaded with 
code using a han'dheld key-load device (KVL), it was not programmed correctly for use 
of the ATF key. It is imperative that radios used by ATF agents be encrypted to prevent 
audio interception by unauthorized persons using scanners and other detection devices. 
This is to prevent compromise of missions and to enhance the safety of agents. 

A problem (deviation compensation) was inserted mto a Quantar repeater in which you 
were performing preventive maintenance. You failed to identify that the repeater had a 
problem and once a senior specialist identified the problem for you, you were unable to 
correct it. The senior specialist trained you on how to identify and conect the problem 
once it was apparent you did not know how to do it or recognize it as a problem. You 
were insttucted by me to demonstrate your ability to troubleshoot a Quantar problem 
after your additional ttaining; a problem was encountered while you were perfoimmg the 
back-to-back repeater configuration. I discussed the problem with you on several 
occasions and attempted to point you in the right direction by telling you several tests to 
perfbrai however, you never followed up with troubleshooting the eqmpment and you 
displayed a lack of understanding when I tried to discuss possible causes of the problem 
with you. 

During our weekly meetings, you were unable to recall what you had accomphshed the 
previous week and could not account for your time. I relied heavily on my weekly notes 
to refresh you on what had transpired. Throughout the weekly meetmgs, you never 
acknowledged lacking any of the technical skills to perfonn the assigned duties of your 
job. 

Critical Element 1: Leadership 

The below expectations standard for this critical element states: 

. Does not understand the Bureau's mission and goals, and therefore is unable to apply 

such knowledge when supportmg communications activities. 
. Lacks knowledge of current communications technologies and is unable to assist m 

determining applicability to the Bureau's needs. 
. Reluctant or unwilling to participate in training opporhinities to broaden hisAer level 

of expertise. 
• Avoids or is reluctant when assigned additional duties. 
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• Does not show a willingness to work as part of a team. 

Your performance in this critical element did not improve above the below expectations 
level and remains unsatisfactory. 

This critical element measures your knowledge and understanding of the Bureau's 
missions and goals and youi ability to apply such l^™'=dg= «'>="\3°!^«„, 

communications activities. Additionally, it measures y°\'°'°"'"8\°f;'^=f,_, 
communications technologies and your wUlmgnessto work as part of ateam or accept 

additional duties, hi order to raise your performance level for this element, you were 
required to successfiiUy complete the foUowmg: 

1 During your weekly meetings with me, explain how you plan to balance your 
' WMkload during that current week, and youi proposed methods for ensurmg 

rriletron of iigned tasks. Identify the significant issues m your projects and 
deSrib 4e techniques, methods, and procedures you plan to use to resolve fhem. 
if ch^es were necessary in your plans the previous week due to operationa^ 
iis'"ror other reasoS explain how you handled them. If rt rs necessary to 
ruirassistance from other technicians or other contractors m order to move 
^orproTect forward, explain your plans for requesting such assrstance, and tiren 
carry out those plans. : — 

2 Complete the evaluation of the products identified above (EFJ mobile radio, 
bS chargers and battery analyzers and surveillance kits &om vanous 
venlorsy pro"de a detailed technical written report on the products and your , 
„endation on how fliey can or cannot be used to support the ATF mission. 
Provide justifications for your recommendations. 

Applicable training you received that correlates to tins critical element includes, Projec, 
Managermnt and RCBIn-Hous, Traming (received trmmng tw.ce). 

AST ,tated nreviously during our weekly meetmgs you were unable to recall what you 
tad accS^plhdfte previous week and could not account for all ofyour tune I rehed 
had ^^'^"■"P'™ ~ " P „ j,fc,^ y„„ or. what had transpired. Throughout the 
Sy ^eeto T; ™ ^e a:tow Jged lackmg any of me techmcalsM^^^ 
weekly ™™8S' y" . ^ you did not appear to have ever planned your weekly 

*;:?5rntrXouiroki^ead to identify ho'^^you were goingto accomplish your 

^silmnents. Moreover, you failed to seek assistance m these areas. 
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recommendation nor did it discuss tlie economics of the unit. Instead, it appeared that 
you copied directly from the manufacmrers specification sheets. The second report you 
prepared was more informative and discussed its appUcability to ATF. You mcluded a 
cost comparison in the report along with your recommendations. It was however very 
disappointing not to get the reports on the EFJ radio and any of the survedlance kits since 
diese two items are of high interest to our operation and you had more than eight months 
to complete You received the EFJ radio in November 2002, the report was due January 
28 2003 and the surveillance Idtsfirom the various vendors were received for evaluation 
during November and Dedember 2002. Although I did not assign you a specific due date 
for the surveillance kit evaluation at the time they were received, I did ask you, m 
February 2003 to complete lie evaluation and provide a report of the kits, hi addition, 
this assignment was also part of your PIP as an action item to complete. 

When asked to demonstrate your ability to configure, test, and align a back-to-back 
repeater, you should have used skills acquired during your Motorola Astro Digital 
System, Motorola Quantar Repeater and RGB In-House Traming. 

You had specific step-by-step instructions, includmg pictorials, on how to perform this 
task However you encountered problems completuig this task and made several cnbcal 
errors For example, while installing a modem card on the wire-Une board, you were 
unable to determme how to mount the board; you focused on the physical comiection, 
and disregarded the electrical comjection. Once this was pomted out to you and you were 
• ready to instaU the module bacr StS-the repeSter, you almost installed it backward, again, 
disregarding the electrical coraiections on the board. This is a senous error in that it 
could have caused serious and costly damage to the equipment plus you could have been 
injured as resuh of your failure to observe the procedure for proper electrical connections. 

Once you were ready to conduct the voice checks on the repeater, you became confused 
on how the repeaters were programmed. You then got lost m the troubleshooting of the 
equipmem when trying to determine what was acmally happemng between ttie repeaters. 
You did not know the limitations of the repeater operating modes and one of the repeaters 
had intermittent operation. You did not properly terminate the antennas while testmg die 
repeaters I asked you to identify all the problems you experienced durmg the test and 
provide me a technical report on your fmdings. Although, I prompted you on flie 
potential causes of the problem, you never accomphshed this request and could never 
clearly tell me what the problems were. 

Critical Element 3: r.onduct and Cooperatio n 

The below expectations standard for this critical element states: 

. Presents an unprofessional image in appearance and demeanor. 
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. Displays an unprofessional or negative attitude toward responsibilities, co-workers, 

professional contacts, and the public. 
. Is neither reHable nor dependable, failing to adequately manage time. Binds or other 

resources. 
Your performance in this critical element did not improve above the below expectations 
level and you remain unsatisfactory. 

This critical element measures your professionalism and reliability. During the 90 days 
of your opportunity period, you were expected to do the foUowmg; 

1 Complete all assigned tasks m a timely mamier as outUned by your supervisor. If 
■ you L miable to complete an assigmnent, you must provide me with an 

Explanation why the assigmnent camiot be completed and work toward a solution 
for completing the task. 

2 You are to assist another senior field specialists during a mairitenance trip or 
2m conversion of an analog system. You will be evaluated on your tchmcal 
pertamSce and most importantly for this critical element, your conduct and 

)peration as outlined in this critical element. 



COOP' 



You attended a course on project managemem and that the taformation ftomttot course 

successfiiUy completing the PIP. 

A tfp had been scheduled for you to assist another ^P^'^f^^^'^^^^'^^Z^cXr' 
youSidnot completed allofdi^t^r^assi^-^^^^^^ 
:etSrr;;rS?;Sdtat';orS:kTnamore positive approach concerning 

this very serious matter. 

workers and managers were participating m a team effort to complete a task. You only 
i;"*dS"ereinsJcted to do so and then your efforts were mimmal. 
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Critical ELEME^^T 5: Oral and Written Communications 

The below expectations standard for tiiis critical element states: 

• Written documents/reports are inaccurate and seldom provided for review within 

established time lunits. 
. Oral and written communications skills are ineffective, failing to deliver information 

to recipients. 
. Fails to properly prepare and conduct presentations or briefmgs, requiring extensive 

guidance and/or corrections. 
. Unprepared when briefmg the Branch Manager/Chief on communications matters. 

Your performance in this critical element did not improve above the below expectations 
level and remains unsatisfactory. 

This critical element measures your oral and written skills. During your opportunity 
period, you were required to do the following: 

! . Complete written reports on each of your maintenance trips in a tunely manner 
using the prescribed format and outline fliat is available on the RCB LAN. 
Reports should include information necessary to update current data bases used 
for tracking equipment stalaas and antenna site leases. 

2. You are to attend scheduled meetings wifli our various vendors, which provide 
our accessories for subscriber equipment and demonstrate your ability to 
effectively communicate the needs and requirements of RCB. 

3 You are to prepare a briefmg on the technical differences between the XTS-3000 
portable radio and the XTS-5000 portable and describe the effects those 
differences will have on our existmg code-plugs. Prepare your recommended 
changes / solutions to ensure the compatibility between die two models of 
portable radios;- You will give the briefmg to the RCB managers. 

You did not complete any of die vmtten reports that were due unless 1 constantly 
reminded you to do so. You did submit one very well written report on the Baltimore 
communications support you provided during an operation, but you submitted flie report 
very late and there was not enough time for the managers to include the results m their 
weekly activity report. You were asked to provide a detailed plan for your approach to 
completing the PIP, but your report did not contam any specifics and only hsted 



equipment and the order in which you 



wanted to work on fliem. You had been assigned 



to complete four reports during your PIP. However, you 
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technical reports and the other two reports you provided were not consistent in context, 
format and/or outline. 

During your opportunity period, you attended several meetings with vendors, but yon 
appeared to have difficulty following the conversations taHng place and asked questions 
even though the answer had already been given. You also asked questions about the 
vendor's product that did not pertain to ATF's needs. Many of your questions seemed to 
suggest that you have not remained abreast of the latest technology trends with radios and 
accessories. 

You provided a technical briefing to the RCB Chief, two radio managers and one senior 
specialist You prepared handouts for the meetmg, which contained technical data about 
the radios and you followed the outline for your presentation. The presentation was not 
geared toward the level of knowledge the recipients would be expected to have and you 
did not report on the more critical aspects of the radio such as its ability to do "MDC 
and "OTAR" When asked to explain many of the technical issues hsted m your handout, 
you were unable to articulate them in technical terms. Although, you had several weeks 
to prepare for this briefing, you smted in the meeting that you had only worked on it for 
about six hours. The RCB Chief provided a written report on his evaluation of the 
presentation and it will be attached as a hard copy with this report. Yon presented 
yourself professionally. However, you could not answer many of the questions that were 
asked You did not appear flustered, but it seemed that the questions asked of you were 
of little importance to you. You did mention that you could do more research if 
necessary. 

Based on your coutmued unsatisfactdry performance, I find that it is necessary to propose 
your removal from the Bureau and Federal service, hi Ught of the above, I propose that 
you be removed from your position of Telecommunications Specialist and separated from 
the Federal Service. Based on the facts previously outlined, I beUeve that this action is 
necessary and hilly warranted. 

You have the right to reply to this notice personally and/or m writing. You may fimish 
all reasons you may desire, including affidavits and other documentary evidence, m 
support of your reply. You will be allowed fifteen (15) calendar days from your receipt 
of this notice to submit your reply. Any reply must be addressed to: Timothy A 
McOinnis, Chief, Technical Services Division, 4S250B Severn Way, Sterling, VA 
20166 ChiefMcGinnis is the deciding official on this proposal. If you wish to reply 
personally, you should contact him at (703) 948-2800 to arrange an appointment 
Consideration will be given to extending the period allowed for a reply if you submit a 
written request to Chief McGhinis stating your reason for desiring more time. 
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You may have a representative of your own choosing assist you m your reply. If you 
designate an individual to represent you, provide his or her name, occupation, and 
address it to Chief McGuinis, in writing before, presentation of your oral reply or 
submission of your written reply. 

No decision will be made on this proposed action until the expkation of time allowed for 
a reply. If you do not wish to submit a reply, a decision will be made based on all of the 
mformation available at the end of the reply period. If you submit a reply, it will be 
given full and careful consideration. In either case, you will be notified in writing at the 
earliest practicable date of the decision in this matter. 

During the course of the notice period, you will remain in the office on restricted duty. 

]f you do riot understand the reason why your removal is proposed, or if you need 
additional infonnation concerning your rights as stated in this notice, you or your 
designated representative may contact Rache! Chance, Employee and Labor Relations 
Team, Personnel Division, at (202) 927-8640. 



Samuel L. Ford 
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